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PDA 77-0522 |
1 FEB 1877

MEMORANDUM FOR: Director of Personnel

STATINTIEROM : I |
Chief, Management § Assessment Staff, DDA

SUBJECT : Ffficiency lUvaluation Study of Applicant |
Processing Data Controls !
REFERENCE : OP Study, Same Subject, dated 22 December
1976

The attached is forwarded for your information and

action.

i

STATINTL |

Attachment: ,
MEAS Memo to DDA dated 19 January 1977 |

Distribution: . |
Original - Addressce w/att. ~~2-_. DDA/MGAS w/att.
1 - DDA Subject w/att. 1 - DDA Chrono w/att,.

1 - Analysis Group, 0/Compt.
w/att.
STATINTL ppA/MgAS: :sh/5226 (1 February 1977)
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19 .nis 1977

MEMORANDUM FOR: Deputy Director for Administration

FROM :
STATINTL W& Asscssment Staff, DDA

SUBJECT : Efficiency Evaluation Study of Applicant
Processing Data Controls

REFERENCE : OP Study, Same Subject, Dated 22 December
1976

1. The attached study was forwarded by the Director
of Personnel with refercnce to the Presidential Management
Initiatives, specifically the item concerning efficiency
evaluation studies. This was identified to OMB as a study
being undertaken by the Agency.

2. The study explores the conversion of a card file
control system to a purchased mini-computer. The card file
keeps track of the 6300 applicant files received each year,
serves as a record of action taken on applicant files, and
is a source of reports on those files. At a cost of
$77,000, spread over its five-year expected life, the com-
puter system would permit $127,000 worth of personnel re-
sources, during the five-year period, to be applied to other
functions in OP. The computer system would also allegedly
correct inefficiencies in report preparation, reduce the
number of lost files, speed up movement of files, and in
general make for a more cfficient process.

3. The study also considers leasing three high-speed
word processing machines to replace existing outdated equip-
ment used to prepare the 36,000 letters sent each year to
applicants. At a cost of about $20,000 per year, this
equipment would release one clerk-typist for other duties in
OP, would improve quality of supervision, speed up letter
preparation, and generally improve quality of service.
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SUBJECT: Efficiency Evaluation Stu%y 0? %pp?gcant

Processing Data Controls

4. The survey offers the prospect of improved effi-
ciencies and significant savings. It is recommended that
you return the study to the Director of Personnel endorsing
the concept and urging that he proceed, in the normal,
prescribed manner, with coordination of the proposal with
ODP and ISAS, budgeting for the requirement, etc.

STATINTL

Attachment:
OP Study as stated

starntt veroven: R Py

Deputy Director for Administration Date
DISAPPROVED: i _
Deputy Director for Administration Date
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EFFICIENCY EVALUATION
OF

APPLICANT PROCESSING

- ATINTL
OP/Plans Staff

"22 December 1976
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1. Introduction

The purpose of this project was to survey a system on data
control of applicant processing to seek cost savings and service
improvement. This study determined the efficiency and effective-
ness of using a computer to control applicant files, and to record
and summarize data on numbers of files, movement of files, length
of time in process, EEO reports and the dJdisposition of files. The
project also examined the use of high speed word processing equip-
ment to reduce persomnel costs and to improve service to applicants.

In addition the project studied the impact of current and
anticipated new requirements in applicant data control. Assess-
ments were made as to whether the program is accomplishing its
stated (or perceived) goals, and whether the program would be able
to function given new goals or requirements.

2. Problem

The main problem in the control of applicant data can be summed
up in one word...."volume'". The applicant process puts into the system
4,300 professional files and 2,000 clerical files, and requires the )
production of 36,000 letters per year. To these letters and files is
added the record of actions taken on cach application. All data must
be recorded and be accessed in a timely manner.

Under certain conditions, volume would not be a problem. For
example, if it were possible to expand the staff concerned with appli-
cant processing by an unlimited number, it would be very easy to cope
with almost any volume. Such expansion is unlikely. It is probable
the workload will increase with the new reports now required.

The answer therefore is a more efficient operation,--a system
that through better methods and increased productivity can do more
~ with less people.

3. Actions Taken To Increase Productivity

, Some of the steps to increase productivity have already been taken.
For example, the use of preprinted letters for interim notifications and
courtesy replies has been initiated and already expanded in scope. This
increased use of preprinted letters has | saved about one clerk-typist
(GS-4) day per week, has reduced the in-office time necessary to
prepare the letters and has decreased the extent of review of letters
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before release. (The letters now preprinted were previously prepared
“on out-moded word processing equipment | in the Correspondence Branch,
and required careful review because the machines misprinted frequently).

To cut mailing costs, the usc of less expensive mail rates has
been introduced. Historically, all printed matter relating to appli-
cants was sent first class mail. Now the use of third class mail for
some printed material has cut the cost of postage.

These two steps have increased productivity and have resulted in
cost savings in an area which would best be termed "support of appli-
cant data'. Obviously by improving the support function we can devote
more resources to the control of applicant data. There are even further
enhancements to the support role such as an introduction of high speed
word processing equipment. But first, the justification for an improved
control function must be made.

4. Control Tunction

The control function now depends on three banks of three by five
cards: the largest file, which is maintained by Correspondence Branch,
houses some 100,000 cards, the smallest is maintained by Clerical Staffing
with about 500 cards, and in the middle is Professional Staffing with
about 800 cards.

The cards are used for cssentially the same purpose: keeping track
of files on applicants. That is, a file is logged out when it leaves the
office and logged in upon its return. There arce currently four individuals
spending 90 percent of their time on this process, and two spending 10
percent. :

Some of these persons are also responsible for producing reports
about files overdue (have not been returned in allotted time) and about
the type of files (special interest cascs, mix of professional). The
reports all require manual scarching and tallying of the files.* Time
spent on this process makes up 10 to 15% of total time on the control
function.

The next question, of course, is /how well does the current control
function work? The answer would have to be that it works, but there is
considerable room for improvement. TFor cxample, the amount of time
spent looking for 'lost" files amounts to about 10% to 15% of control
processing time. '"Lost" files are files that somecone failed to log out,
the log card was misfiled, the wrong name used, or whatever. The point
is that control of the file was temporarily lost and in some cases may
be permanently lost.

*Note: special reports rcquirc additional person power!

-2
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The current system does not provide a quick way to report
on items contained in the card files. All reports must be done
by hand and when 100,000 cards arc involved, the process becomes
too laborious and time consuming to be efficient.

Under the current method there is no systematic way to purge
out-moded data. When more than two ycars have elapsed since the
last contact with an applicant, there is no reason to maintain
any longer the file card on that applicant. In order to purge
these "inactive" cards it takes a "summer cmployee'' about three
months to remove outdated cards from the Corrcspondence Branch
card files.

With the current system it is almost impossible to locate
misfiled cards. Since all cards are filed alphabetically, a card
is sometimes in the wrong alphabetical position in the card trays.

There is no multiple access now to the basic file cards in
Correspondence Branch, thercfore Professional Selection Branch and
Clerical Selection Branch must create their own file cards to per-
mit logging and noting of historical data. Consequently, therc
are redundant card files on applicants.

One of the major drawbacks to the present system is the im-
practicality of logging applicant files in and out of Correspondence
Branch, when files are in the office momentarily to have a letter
prepared and then are to be returned to another branch. The clerks
simply do not have the time to process the high volume of these
files and still remain current in their other duties.

Problems with the current system are:

*amount of time spent looking for lost files;
*no efficient reporting capability on maintained data;
*retiring inactive cards is a very costly operation;

*misfiled cards cannot be located;

*no multiple access to data - therefore, three
redundant systems; and

*no practical way to log files in and out of
Correspondence Branch.

The possibility of utilizing the Agency's present on-line com-
puter for applicant data control was explored. However, this approach
encountered problems which precluded extensive use of computers. Problems

/
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were: poor on-line reliability, poor response time, major coding
and keypunching efforts needed for data cntry, and inflexible report-
ing of stored data.

5. Alternate Approaéh -~ A Minicomputer System

To improve control of applicant files and provide a means by
which reports on applicants can be made in an efficient manner, a
minicomputer based applicant control system is imperative. A mini-
computer system allows on-linc access of applicant data, up-to-date
reporting on data in the system, and good reliability. The system
allows multiple access to the data base, and climinates the keeping
of redundant files. '

A significant aspect of the system is its ability to integrate
into the normal office function and the case of utilizing the systen
as a basis for applicant data control. For example, a typical initial
system configuration consists of a minicomputer and three terminals.
The minicomputer will be used to replace the current Correspondence
card file. By replacing the current card files with a minicomputer,
all the logging of files will be maintained on one data base thus
eliminating three manual filing systems.

Such a system will immediately rclease one GS-4 file clerk for
other duties, and will significantly reduce the workload of three
other clerks. Since the current workload is such that a backlog of
files 1s usually the case, by reducing the workload applicant files
will be processed more quickly.

It is possible to usc a computer assigned file number to control
the files rather than the current use of names. When a file is logged
out to an office there will be none of the current inefficient process
of pulling and refiling alphabetical cards. The process using the
computer will require only inputting a file number and an office
designation into the terminal, and this information is then ready
to be accessed by all threce branches.

Reports on files overdue will be produced automatically and
reporting of historical data in the file becomes feasible. Through
use of terminals, multiple access is possible and thus closer control
of files will become a reality.

Another important aspect of such a system is its ability to
adapt to new reporting requirements. With the current system, any
new reporting requirement imposes added delays in the processing of
applicant files. In order to collect and consolidate data, it is
now necessary to stop the processing of applicant files and then
turn to the reporting task. Any additional reporting requircments
means less time can be spent on applicant processing. With a mini-
computer based system, consolidation of the data will be done by the
machine with the added advantage that a historical data base is being
built.
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The amount of time required to input the additional data for the
historical base will be minimal in comparison to the amount of time
now consumed by the preparation of applicant data.

6. Cost Tradecffs

With any new way of performing an operation, management needs to
know the advantages to be derived from changing the current mode of
operation. Long-term cost savings can be achieved by spending money
on the right kind of equipment.

The minicomputer selected by this study as a basis for cost
tradeoff analysis is the Microdata Reality System. This unit was
selected because in an ORD financed study it satisfied established
Agency requirements. Also the Reality was the only system which
could be purchased for less than 85,000 dollars, including main-
tenance for five years. (See Appendix ITI).

At the time of writing of this report, the only major unresolved
question which will affect ultimate Microdata computer system cost is
the procurement of terminals. Since therc may be a requirement to
utilize TEMPEST* terminals such as the Delta Data, which would be
procured internally through ODP, the ultimate system cost may vary
as much as 12,000 dollars.

The persomnel costs against which the price of a minicomputer
system must be compared are not always straight forward in their
computation. It is necessary to makc estimates of the time currently
involved in the manual preparation of reports and multiply the hours
and the current pay scale. In a survey of Staff Personnel Division,
it was estimated therc are five employees spending a total of 20 hours
a week on the manual preparation of reports. The salaries expended in
producing these reports are cstimated to be 350 dollars per week.

It is feasible to do almost all of the reports as a byproduct
of the minicomputer applicant control system. In particular, the
delinquent file report which requires a full day to prepare would
be automatically produced as a byproduct of the logging operation.
There is also a requirement to produce the delinquent file report
on a weekly basis which is not possible to do now because of the
time necessary to prepare this report. A minicomputer system could
cope with this additional report without additional personnel resources.

*emanation suppressed

Approved For Release 2001/07/16 : CIA-RDP79-00498A000300050024-7



Approved For Releasg,2001/07/16 : CIA-RDP79-00498A00030QQ50024-7

There are several quarterly reports and frequent ad hoc reports
which can be produced by inputting codes into the minicomputer system.
This capability will save hours of manual scarch and preparation of
reports. In fact, the minicomputer system can have software designed
to produce finished reports and thus save typing time as well.

If a minicomputer is used by Staff Personnel Division for gene-
rating reports, it is estimated that 80% of the current reports
could be generated by the minicomputer. In terms of current personnel
costs, this represents about 74,000 dollars over five years. to produce
these reports as they are currently being done. (80% x $350 x 52 weeks
x 5 years). '

Since there is usually a backlog of files to be processed in Staff
Persommel Division, any personnel resource which can be released from
the reporting function will be utilized to process applicant files in
a more timely manner.

In Correspondence Branch a minicomputer applicant control system
will allow the logging of files to be done by one person. This means
the cost of maintaining a card based applicant control system could
be cut by about 53,000 dollars. (See Appendix II).

Implementation of a minicomputer applicant control system will
realize a savings in personnel resources amounting to 127,000 dollars
over a five year period. The minicomputer will cost a maximum of
79,000 dollars for the same period. Therefore, the minicomputer
system will effect a minimum savings of 50,000 dollars in the control
of applicant data over a five year period,

Many other tangible and intangible benefits will result from
implementation of such a system:

*system integrates readily into normal office function;
*multiple access to data base;

*eliminates redundant card files;

*historical data base now feasible;

*ease of inputting and accessing data;

*files will move more rapidly between branches;

*better reporting capability;

*reduction in the number of '"lost' files;

*future expansion capability;

-6
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*test ground for other Agency applications; and
*employee job enrichment.

There is a need for similar systems to control documents in the
Agency, and the applicant control system could become a test for such
applications. Even within the Office of Personnel there are several
card-based control methods and, again, a successful applicant control
system could be adapted to other types of applications.

It should be noted that ODP has encouraged components to utilize
minicomputers in areas where a tie-in to the main computer system would
not be appropriate. The applicant control system is just such an appli-
cation. The on-line reliability and response time of the main system

cannot support the applicant control system but a dedicated minicomputer
can do the job.

7. Ixploration of High Speed Word Processing Equipment

This study explored the application of high specd word processing
equipment to reduce personnel costs and to improve service to applicants.
This support function consists mainly of correspondence to applicants.
The correspondence is comprised of letters in response to queries from
applicants and the notifications to applicants of the status of their
applications.

This operation creates 36,000 letters annually and is highly
dependent on word processing cquipment to produce these letters.
Present out-dated word processing equipment used in Correspondence
Branch consists of six paper tape fed typewriters. These machines
are first generation word processing equipment; machines now on the
market are fourth generation. Four of the machines now in use arc
more than eight years old (the usual working life of such a machine
is five years), and as a result they are very umreliable.

Presently too much time (three to four hours per day) is spent
by two supervisors (GS-9 and GS-11) who must proofread machine
produced letters in their entirety. When the paper tape slips in
the machine it produces a random string of letters which make no
sense. This means that the supervisors' time which should be spent
on office management and personnel supervision must be allocated to
proofreading letters. FErrors also mean that a letter must be retyped
and additional delays are imposed. In addition, paper tape machines
are not designed for editing letters already stored on tape. This
is a distinct disadvantage which precludes individualizing letters.
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To make a recommendation as to a replacement for the current
word processing cquipment, scveral manufacturers of word processing
equipment werc surveyed. Manufacturers included IBM, VYDEC, DEC,
and Lexitron. Since installation of word processing equipment in
outlying buildings requires TIEMPEST testing, most machines had to
be eliminated.

The preferred unit is the VYDEC machine which is currently
undergoing TEMPEST testing. The VYDEC machine was determined to
be most suitable because it is a CRT based word processing unit
which permits easy editing. It allows sixty pages of letters to
be stored on a single floppy disc, and the printer and CRT can be
used independently. This means a letter can be composcd from stored
paragraphs and then printed while the next lectter is being composed.
When these factors are combined with the playout speed of 540 words
per minute and the case of operation, the VYDEC forms the basis for
an efficient word processing operation.

The VYDEC machine has the added advantage of developing skills
which are transferrable to other offices in the Agency. Since Corres-
pondence Branch is an entry area for clericals ncw to the Agency,
skills will be learned which will be casily utilized elsewhere in
the Agency.

At least two machines will be needed to replace the six paper
tape machines., Three machines arc preferred: two machines will be
utilized by clerk-typists preparing letters from stored paragraphs;
and one machine will be used by the drafter of unique letters. The
drafter will use the machine to compose letters on the CRT and then
to print letters in final form. This will free a GS-4 clerk-typist,
who now types these unique drafts,|to do other duties in the office.

Appendix IV cites typical cost for a VYDEC word processing
system and the cost of a preferred configuration.
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| OVERVIEW OF APPLICANT DATA FLOW

The following section gives a description of the flow of applicant
data through the system. The description is separated into phases,
each phase indicates a movement of the applicant through the hiring
process. |

Phase 1 can be considercd as the point at which initial contact
with the prospective employee is made. This confact can be an interview
by a recruiter or a letter requesting employment information. It is
at this point a contact card is made up, and if resume information is
included, a file is made up.

Phase 2 of the process consists of obtaining cenough information
on the applicant so the initial review of the applicants' qualifications
can be made. Generally, this phase of the process consists of getting
a Personal History Statement on the individual and making up a file if
a file has not already becn madc up.

Phase 3 in the process is an initial cvaluation of the applicant's
qualifications. At this point an applicant may be informed that there
is no requirement for his/her particular skill/background, or the file
may be passed on to Clerical Staffing or Professional Staffing for fur-

there review.

Phase 4 differs for clericals and professionals. Phase 4 for pro-
fessionals consists of ''shopping'" files to components that may be in-
terested in an individual. For clericals this phase cqnsists of the
evaluation of skills to find out if the qualifications exist.

Phase 5 consists of putting the applicant in process or the sending
of a reject letter.

Phase 6 consists of cntering an applicant on duty or the sending

of a disqualification letter.
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PERSONNEL COST SAVINGS

To compute direct pérsonnel savings which would be brought about

by a minicomputer applicant control system, several assumptions were

made:

1) uscful life of a computer based applicant control system
would be approximately five ycars.

2) at least one of the current file clerks will be rcleased
for other duties.

1]

3) A summer cmployec would not be required to purge the files.

Type of Fmployee Grade Salary Range Yearly Cost
Summer GS-3 7.6k : 1.9k
File Clerk GS-4/5 8.3 - 9.3.k

10.7k X 5 years = $53,500 #

*The additional savings which would accrue to Staff Personnel Division
have been discussed in the text.
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COST OF MICRODATE REALITY MINICOMPUIGR SYSTEM

COST | MAINTENANCE (5years)
CPU § Tape Drive 30,450 13,500
32k core 7,200 3,000
10 Meg Byte Disk 5,000 900
(2) One Open Port 2,400 1,200
TI Thermal Printer 1,000 —_—
46,050 18,600

Total (maint. § hardware) less terminals 64,650

Terminals (3) 10,500 1,800
56,550 20,400

Total (maint. & hardwarc) including
Microdata terminals - 76,950
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~ Rental Cost*® of VYDEC Word Processing Tquipment

1 Machine (Model 1200)
2 Machines (Model 1200)
3 Machines (Model 1200)

*(includes maintenance)

Training

Free for two operators per machine rented.

APPENDIX IV

Net Monthly
Rental on
Annual Contract

Fee

$ 552.90
$1105.80

- $1658.70

Installation

$110
$220

$330

Yearly (less
Cost  install)

$ 6634.80
$13269.60
$19904.40

VYDEC has indicated that it

will also provide training for handicapped operators (Correspondence Branch
has one handicapped clerk-typist).
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19 JA. 1877

MEMORANDUM TOR: Deputy Director for Administration

STATINTIErOM
Chief, Management § Assessment Staff, DDA

SUBJECT : Efficiency FEvaluation Study of Applicant
Processing Data Controls

REFERENCE + OP Study, Same Subject, Dated 22 December
1976

1. The attached study was forwarded by the Director
of Personnel with reference to the Presidential Management
Initiatives, specifically the item concerning efficiency
evaluation studies. This was identified to OMB as a study
being undertaken by the Agency.

2. The study explores the conversion of a card file
control system to a purchased mini-computer. The card file
keeps track of the 6300 applicant files received each year,
serves as a record of action taken on applicant files, and
is 2 source of reports on those files. At a cost of
$77,000, spread over its five-year expected 1ife, the com-
puter system would permit $127,000 worth of personnel re-
sources, during the five-year period, to be applied to other
functions in OP. The computer system would also allegedly
correct inefficiencies in report preparation, reduce the
number of lost files, speed up movement of files, and in
general make for a more efficient process.

3. The study also considers leasing three high-speed
word processing machines to replace existing outdated equip-
ment used to prepare the 36,000 letters sent each year to
applicants. At a cost of about $20,000 per year, this
equipment would release one clerk-typist for other duties in
0P, would improve quality of supervision, speed up letter
preparation, and generally improve quality of service.
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SUBJECT: Efficiency Evaluation Study of Applicant
Processing Data Controls

4. The survey offers the prospect of improved effi-
ciencies and significant savings. It is recommended that
you return the study to the Director of Personnel endorsing
the concept and urging that he proceed, in the normal,
prescribed manner, with coordination of the proposal with
ODP and ISAS, budgeting for the requirement, etc.

STATINTL
Attachment:
OP Study as stated
Distribution:
Original - Addressee w/att.
«~2~- DDA/M§AS w/1 cy. att.
STATINTLPDA/MEAS : IEEE: sh/5226 (18 January 1977)
APPROVED:
Deputy Director for Administration Date
DISAPPROVED:
Deputy Director for Administration Date
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1. Introduction

The purpose of this project was to survey a system on data
control of applicant processing to seek cost savings and service
improvement. This study determined the efficiency and effective-
ness of using a computer to control applicant files, and to record
and summarize data on numbers of files, movement of files, length
of time in process, EEO reports and the disposition of files. The
project also examined the use of high speed word processing equip-
ment to reduce persomnel costs and to improve service to applicants.

In addition the project studied the impact of current and
anticipated new requirements in applicant data control. Assess-
ments were made as to whether the program is accomplishing its
stated (or perceived) goals, and whether the program would be able
to function given new goals or requirements.

2. Problem

The main problem in the control of applicant data can be summed
up in one word....'volume". The applicant process puts into the system
4,300 professional files and 2,000 clerical files, and requires the '
production of 36,000 lettcrs per year. To these letters and files is
added the record of actions taken on each application. All data must
be recorded and be accessed in a timely manner.

Under certain conditions, volume would not be a problem. For
example, if it were possible to expand the staff concerned with appli-
cant processing by an unlimited number, it would be very easy to cope
with almost any volume. Such expansion is unlikely. It is probable
the workload will increase with the new reports now required.

The answer therefore is a more efficient operation,--a system
that through better methods and increased productivity can do more
» with less people.

3. Actions Taken To Increase Productivity

_ Some of the steps to increase productivity have already becn taken.
For example, the use of preprinted letters for interim notifications and
courtesy replies has been initiated and already expanded in scope. This
increased use of preprinted letters has | saved about one clerk-typist
(GS-4) day per week, has reduced the in-office time necessary to
prepare the letters and has decreased the extent of review of letters
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before release. (The letters now preprinted were previously prepared
“on out-moded word processing equipment | in the Correspondence Branch,
and required careful revicew becausc the machines misprinted frequently).

To cut mailing costs, the use of less expensive mail rates has
been introduced. Historically, all printed matter relating to appli-
cants was sent first class mail. Now the use of third class mail for
some printed material has cut thc cost of postage.

These two steps have increased productivity and have resulted in
‘cost savings in an area which would best be termed 'support of appli-
cant data'. Obviously by improving the support function we can devote
more resources to the control of applicant data. There are even further
enhancements to the support role such as an introduction of high speed
word processing equipment. But first, the justification for an improved
control function must be made.

4, Control Function

The control function now depends on three banks of three by five
cards: the largest file, which is maintained by Correspondence Branch,
houses some 100,000 cards, the smallest is maintained by Clerical Staffing
with about 500 cards, and in the middle is Professional Staffing with
about 800 cards. :

The cards arc used for essentially the same purpose: keeping track
of files on applicants. That is, a file is logged out when it leaves the

office and logged in upon its return. There are currently four individuals

spending 90 percent of their time on this process, and two spending 10
percent.

Some of these persons are also responsible for producing reports
about files overdue (have not been returned in allotted time) and about
the type of files (special interest cases, mix of professional). The
reports all require manual searching and tallying of the files.* Time
spent on this process makes up 10 to 15% of total time on the control
function.

The next question, of course, is /how well does the current control
function work? The answer would have to be that it works, but there is
considerable room for improvement. For example, the amount of time
spent looking for "lost' files amounts to about 10% to 15% of control
processing time. "Lost" files are files that someone failed to log out,
the log card was misfiled, the wrong name used, or whatever. The point
is that control of the file was temporarily lost and in some cases may
be permanently lost.

*Note: special reports require additional person power!

-2~
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The current system does not provide a quick way to report
on items contained in the card files. All reports must be done
by hand and when 100,000 cards are involved, the process becomes
too laborious and time consuming to be efficient.

Under the current method there is no systematic way to purge
out-moded data. When more than two years have elapsed since the
last contact with an applicant, there is no reason to maintain
any longer the file card on that applicant. In order to purge
these "inactive" cards it takes a ''summer employee' about three
months to remove outdated cards from the Correspondence Branch
card files.

With the current system it is almost impossible to locate
misfiled cards. Since all cards are filed alphabetically, a card
is sometimes in the wrong alphabetical position in the card trays.

There is no multiple access now to the basic file cards in
Correspondence Branch, thercfore Professional Selection Branch and
Clerical Selection Branch must create their own file cards to per-
mit logging and noting of historical data. Consequently, there
are redundant card files on applicants.

One of the major drawbacks to the present system is the im-
practicality of logging applicant files in and out of Correspondence
Branch, when files are in the office momentarily to have a letter
prepared and then are to be returned to another branch. The clerks
simply do not have the time to process the high volume of these
files and still remain current in their other duties.

Problems with the current system are:

*amount of time spent looking for lost files;
*no efficient reporting capability on maintained data;
*retiring inactive cards is a very costly operation;

*misfiled cards cannot be located;

*no multiple access to data - therefore, threc
redundant systems; and '

*no practical way to log files in and out of
Correspondence Branch.

The possibility of utilizing the Agency's present on-line com-

puter for applicant data control was explored. However, this approach
encountered problems which precluded extensive use of computers. Problems

-3-
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were: poor on-line reliability, poor response time, major coding
and keypunching efforts nceded for data entry, andllnflex1ble rcport-
ing of stored data.

5. Alternate Approaéh -- A Minicomputer System

To improve control of applicant files and provide a means by
which reports on applicants can be made in an efficient manner, a
minicomputer based applicant control system 1s imperative. A.m1n1~
computer system allows on-line access of applicaut data, up-to-date
reporting on data in the system, and good reliability. The system
allows multiple access to the data base, and eliminates the keeping
of redundant files.

A significant aspect of the system is its ability to integrate
into the normal office function and the ease of utilizing the system
as a basis for applicant data control. For example, a typical initial
system configuration consists of a minicomputer and three terminals.
The minicomputer will be used to replace the current Correspondence
card file. By replacing the current card files with a minicomputer,
all the logging of files will be maintained on one data base thus
eliminating three manual filing systems.

Such a system will immediately release one GS-4 file clerk for
other duties, and will significantly reduce the workload of three
other clerks. Since the current workload is such that a backlog of
files is usually the case, by reducing the workload applicant files
will be processed more quickly.

It is possible to use a computer assigned file number to control
the files rather than the current use of names. When a file is logged
out to an office there will be none of the current inefficient process
of pulling and refiling alphabetical cards. The process using the
computer will require only inputting a file number and an office
designation into the terminal, and this information is then ready
to be accessed by all three branches.

Reports on files overdue will be produced automatically and
reporting of historical data in the file becomes feasible. Through
use of terminals, multiple access is possible and thus closer control
of files will become a reality.

Another important aspect of such a system is its ability to
adapt to new reporting requirements. With the current system, any
new reporting requirement imposes added delays in the proce5§1nv of
applicant files. In order to collect and consolidate data, it is
now necessary to stop the processing of applicant files and then
turn to the reporting task. Any additional reportlng rvqunrements
means less time can be spent on applicant processing. With a mini-
computer based system, consolidation of the data will be done by the

machine with the added advantage that a historical data base is being
built.

-4-
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The amount of time required to input the additional data for the
historical base will be minimal in comparison to the amount of time
now consumed by the preparation of applicant data.

6. Cost Tradeoffs

With any new way of performing an operation, management needs to
know the advantages to be derived from changing the current mode of
operation. Long-term cost savings can be achieved by spending money
on the right kind of equipment.

The minicomputer selected by this study as a basis for cost
tradeoff analysis is the Microdata Reality System. This unit was
selected because in an ORD financed study it satisfied established
Agency requirements. Also the Reality was the only system which
could be purchased for less than 85,000 dollars, including main-
tenance for five years. (See Appendix III).

At the time of writing of this report, the only major unresolved
question which will affect ultimate Microdata computer system cost is
the procurement of terminals. Since there may be a requirement to
utilize TEMPEST#* terminals such as the Delta Data, which would be
procured internally through ODP, the ultimate system cost may vary
as much as 12,000 dollars.

The persomnel costs against which the price of a minicomputer
system must be compared are not always straight forward in their
computation. It is necessary to make estimates of the time currently
involved in the manual preparation of rcports and multiply the hours
and the current pay scale. In a survey of Staff Personnel Division,
it was estimated there are five employees spending a total of 20 hours
a week on the manual preparation of reports. The salaries expended in
producing these reports are cstimated to be 350 dollars per week.

1t is feasible to do almost all of the reports as a byproduct
of the minicomputer applicant control system. In particular, the
delinquent file report which requires a full day to prepare would
be automatically produced as a byproduct of the logging operation.
There is also a requirement to produce the delinquent file report
on a weekly basis which is not possible to do now because of the
time necessary to prepare this report. A minicomputer system could
cope with this additional report without additional personnel resources.

*emanation suppressed

Approved For Release 2001/07/16 : CIA-RDP79-00498A000300050024-7



Approved For Releas@s2001/07/16 : CIA-RDP79-00498A000368850024-7

There are several quarterly reports and frequent ad hoc reports
which can be produced by inputting codes into the minicomputer system.
This capability will save hours of manual search and preparation of
reports. In fact, the minicomputer system can have software designed
to produce finished reports and thus save typing time as well.

If a minicomputer is used by Staff Personnel Division for gene-
rating reports, it is estimated that 80% of the current reports
could be generated by the minicomputer. In terms of current personnel
costs, this represents about 74,000 dollars over five years.to produce
these reports as they are currently being done. (80% x $350 x 52 weeks
x 5 years).

Since there is usually a backlog of files to be processed in Staff
Persomnel Division, any personnel resource which can be released from
the reporting function will be utilized to process applicant files in
a more timely manner.

In Correspondence Branch a minicomputer applicant control system
will allow the logging of files to be done by one person. This means
the cost of maintaining a card based applicant control system could
be cut by about 53,000 dollars. (See Appendix II).

Implementation of a minicomputer applicant control system will
realize a savings in personnel resources amounting to 127,000 dollars
over a five year period. The minicomputer will cost a maximum of
79,000 dollars for the same period. Therefore, the minicomputer
system will effect a minimum savings of 50,000 dollars in the control
of applicant data over a five year period,

Many other tangible and intangible benefits will result from
implementation of such a system:

*system integrates readily into normal office function;
*multiple access to data base;

*eliminates.redundant card files;

*historical data base now feasible;

*ease of inputting and accessing data;

*#files will move more rapidly between branches;

*better reporting capability;

*reduction in the number of '"lost'" files;

*future expansion capability;

-6-
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*test ground for other Agency applications; and
*employee job enrichment.

There is a need for similar systems to control documents in the
Agency, and the applicant control system could become a test for such
applications. Even within the Office of Persomnel there are several
card-based control methods and, again, a successful applicant control
system could be adapted to other types of applications.

It should be noted that ODP has cncouraged components to utilize
minicomputers in areas where a tie-in to the main computer system would
not be appropriate. The applicant control system is just such an appli-
cation. The on-line reliability and response time of the main system

cannot support the applicant control system but a dedicated minicomputer
can do the job.

7. Exploration of High Speed Word Processing Equipment

This study explored the application of high speed word processing
equipment to reduce personnel costs and to improve service to applicants.
This support function consists mainly of correspondence to applicants.
The correspondence is comprised of letters in response to queries from
applicants and the notifications to applicants of the status of their
applications.

This operation creates 36,000 letters annually and is highly
dependent on word processing equipment to produce these letters.
Present out-dated word processing cquipment used in Correspondence
Branch consists of six paper tape fed typewriters. These machines
are first generation word processing equipment; machines now on the
market are fourth generation. Four of the machines now in use are
more than eight years old (the usual working life of such a machine
is five years), and as a result they are very unreliable.

Presently too much time (three to four hours per day) is spent
by two supervisors (GS-9.and GS-11) who must proofread machine
produced letters in their entirety. When the paper tape slips in
the machine it produces a random string of letters which make no
sense. This means that the supervisors' time which should be spent
on office management and personnel supervision must be allocated to
proofreading letters. Errors also mean that a letter must be retyped
and additional delays are imposed. In addition, paper tape machines
are not designed for editing letters already stored on tape. This
is a distinct disadvantage which precludes individualizing letters.

Approved For Release 2001/07/16 : CIA-RDP79-00498A000300050024-7



Approved For Releasg,2001/07/16 : CIA-RDP79-00498A0003880850024-7

To make a recommendation as to a replacement for the current
word processing equipment, several manufacturers of word processing
equipment were surveyed. Manufacturers included IBM, VYDEC, DEC,
and Lexitron. Since installation of word processing equipment in
outlying buildings requires TEMPEST testing, most machines had to
be climinated.

The preferred unit is the VYDEC machine which is currently
undergoing TEMPEST testing. The VYDEC machine was determined to
be most suitable because it is a CRT based word processing unit
which permits easy editing. It allows sixty pages of letters to
be stored on a single floppy disc, and the printer and CRT can be
used independently. This means a letter can be composed from stored
paragraphs and then printed while the next letter is being composed.
When these factors are combined with the playout speed of 540 words
per minute and the ease of operation, the VYDEC forms the basis for
an efficient word processing operation.

The VYDEC machine has the added advantage of developing skills
which are transferrable to other offices in the Agency. Since Corres-
pondence Branch is an entry area for clericals new to the Agency,
skills will be learned which will be casily utilized elsewhere in
the Agency. : '

At least two machines will be nceded to replace the six paper
tape machines. Three machines are preferred: two machines will be
utilized by clerk-typists preparing letters from stored paragraphs;
and one machine will be used by the drafter of unique letters. The
drafter will use the machine to compose letters on the CRT and then
to print letters in final form. This will free a GS-4 clerk-typist,
who now types these unique drafts,|to do other duties in the office.

Appendix IV cites typical cost for a VYDEC word processing
system and the cost of a preferred configuration.

Approved For Release 2001/07/16 : CIA-RDP79-00498A000300050024-7
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OVERVIEW OF APPLICANT DATA TLOW

The following section gives a description of the flow of applicant
data through the system. The description is scparated into phases,
each phase indicates a movemént of the applicant through the hiring
process.

Phase 1 can be considered as the point at which initial contact
with the prospective employee is made. This confact can be an interview
by a recruiter or a letter requesting cmployment information. It is
at this point a contact card is made up, and if resume information is
included, a file is made up.

Phase 2 of the process consists of obtaining enough information
on the applicant so the initial review of the applicants' qualifications
can be made. Generally, this phase of the process consists of getting
a Personal History Statement on the individual and making up a fiie if
a file has not already been made up.

Phase 3 in the process is an initial evaluation of the applicant's
qualifications. At this point an applicant may be informed that there
is no.requirement for his/her particular skill/background, or the file
may be passed on to Clerical Staffing or Professional Staffing for fur-
there review.

Phase 4 differs for clericals and professionals. Phase 4 for pro-
fessionals consists of ''shopping" files to components that may be in-
terested in an individual. For clericals this phase consists of the
evaluation of skills to find out if the qualifications exist.

Phase 5 consists of putting the applicant in process or the sending
of a reject letter.

Phase 6 consists of entering an applicant on duty or the sending

of a disqualification letter.
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PERSONNEL COST SAVINGS

To compute direct pérsonnol savings which would be brought about

by a minicomputer applicant control system, several assumptions were

made:

1) useful life of a computer based applicant control system
would be approximately five years.

2) at least one of the current file clerks will be released
for other duties.

¥

3) A summer employee would not be required to purge the files.

Type of Imployee Grade Salary Range Yearly Cost
Summer GS-3 7.6k : 1.9
File Clerk GS-4/5 8.3 -.9,3.k

__ 8.8k average
10.7 ‘

10.7k X 5 years = $53,500 #

*The additional savings which would accrue to Staff Persomnel Division
have been discussed in the text.
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COST OF MICRODATE REALITY MINICOMPUTER SYSTEM

COST MAINTENANCE (Syears)
CPU & Tape Drive 30,450 13,500
32k core 7,200 3,000
10 Meg Byte Disk 5,000 900
(2) One Open Port 2,400 1,200
TI Thermal Printer 1,000 e
46,050 18,600

Total (maint. § hardware) less terminals 04,650

Terminals (3) 10,500 : 1,800
56,550 20,400

Total (maint. § hardware) including
Microdata terminals 76,950
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Rental Cost* of VYDEC Word Processing Equipment

1 Machine (Model 1200)
2 Machines (Model 1200)
3 Machines (Model 1200)

*(includes maintenance)

Training

Free for two operators per machine rented.

APPENDIX IV

Net Monthly
Rental on
Annual Contract

$ 552.90
$1105.80
$1658.70

Installation Yearly (less
"~ Fee Cost install)
$110 $ 6634.80
$220 $13269.60
$330 $19904.40

VYDEC has indicated that it

will also provide training for handicapped opecrators (Correspondence Branch
has one handicapped clerk-typist).
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L TATE ]
TRANSMITTAL SLIP | 723 November 1976
TO:!

“ROOM NO. BUILDING

REMARKS:

Attached for your
information is the Office
of the Comptroller monthly
report to OMB for
November 1976 on the
Presidential Management
Initiatives actions.

STATINTL

FROM:
, DDA/MAS .
ROOM NO. BUILDING EXTENSION
) 7C18 Has. | 5226
1FEB 55 WHICH MAY BE USED.

FORM NO 24‘] REPLACES FORM 36-8 “n

NOTE: Copies sent to ecach DDA Office
Director plus A/I/DDA. (11/23/76)

-
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ADMIINISTRATIVE-TNTETNRNAL USE OMLY

11 MNovember 19706

MEMORANDIR! TCR: Deputy Director feor Administration

FROM

SUBJECT

1.

FACTS:

Jhilet, Yanagenent § Assesswment Staff, DDA

: Action Accountability for Taskings by .
DBCI and OMB on Position and Classification

Management

’

This memorandum is to bring you up to date on the
status of activity in response to DDCI and OMB direction on
Position and Classification Management and to request your
guidance on the record of DA accountability.

A, On 10 Aucust 1976, the ONCT in memo to

Ixecutive Secretary. Comptroller, and 2D's, sub-
ject: VAdditional Acticen Items Arising Out of

the 1973 Program Review,”

"You are requested to lend your )
cooperation and assistance to the Depnuty
Director of Administration for the pur-
pose of considering a revision of the
Occupational Coding Svstem so that occupa-
tional codes will reflect more precisely
the kinds of work actually expected from
each position, %This dovetails with a need
to have a much wore nrecise knowledge or
inventory of our nresent position alloca-
tions relateld to these nore precise
definitions of the  individual substantive
assignments. By 4 January 1977, T would
Iike to have from the DDA an assessment
of the problem, a statement of the nlans
for solving it, and a target date for its
completion.,"”

™

directed in paragraph

W
“u

B. We have been complying with tie request by

0/Comptroller to revort monthly on the status of

ADMINISTRATIVE-INTFRNAL USE ONLY
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SUNIECT:  Action Accountability Por ?as%ings£¥$2$5CI and G:HB

on Position and Classification ilanagement

each tasking under fact A above whers we have
primary accountability for action. Qur most recent
report, dated 5 November, states:

“The Chief, DPlans Staff, Office of
Personnel, has been nroviding assistance
as requested by in the
STATINTL development of a plan for personnel -in-
ventory by the 0ffice of the Comptroller
as of 31 October.”

C. Attached is an excerpt from the O/Comptréller
October Progress Report to OMB on Presidential -
Yanagement Initiatives dated 22 October 1976. This
STATINTL Action Plan has been prepared by the Office of the
Comptroller [N For your information
T have identified the chanpes from the first Action
Plan submitted to OMB in August.

2. As is evident from the array of facts above, the
0/Comntroller has cffectively assumed action responsibility.
They are nlanning, managing and administerinpg the tasking--
not DDA, What should we do to relieve ourselves of fact A
paper accountability (including the monthly status report to
0/Comptroller)?

B s

Attachments:
(A) Excerpt from CIA October Progress Teport
from OfComptroller to OMB
(B) List of Changes from Action Plan Submitted to OMB
in August

Distribution:
Original § 1 - Addressee w/att.
2 - DDA/MAS w/att.

STATINTLopA/MAS : | : st/ 5226

ATMTHNTSTRATTVE-INTERIAL USE ONLY
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CHANGES FROM ACTION PLAN SURMITTED TO OMB IN AUGUST

1. This is the first time that renort to OMB has
described the "objective of the inventory . . ." (see second
paragraph) .

2. Action Step 1: Fstimated completion dates for
each milestone have slinped one month. Under "Remarks,”
it is noted that the schedule was revised to aveid inter-
ference with DDT organizational review.

3, Action Step 2: Tris action step, '"Review inventory
for evidence of excessive layering or subdivision,” milestones
and estimated comnletion dates are new. ¥

nmated completion date has

4. Action Step 3: ILsti
o 30 April 1977.

slipped from 28 Tebruary t

5. Action Step 4: This
lines for ‘*assistant to' posit
complaetion dates are new. *®

action step, "Establish guide-
ions,'' milestones and estimated

. Action Stev 5: Completion date has slipped from
15 April to 30 September 1977,

% This acknowledges PMI taslhing. (By the way, 0/P is working
en similar tasking in response to CSC question.)

Approved For Release 2001/07/16 : CIA-RDP79-00498A000300050024-7
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REFERENCE:

nt Initiatives

CIA October Progress Report to OB on Presidential
Manage- :
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ILI. 'Position and Classiﬁjcation Managemrent:

One of the results of the review of the 1978 progran in July 1978 was i

recognition by senior management of the Coi

vral Intelligence Agency of the

nead to have even more precise knowledge of how our present position

allocations relate to individual substantive assigusents.

This has celled

into question the applicability of the present systes: of occupational ceding.

The objective of the inventery is to determine in detail, for each
component: (1) relationships between personnel carrying out missions and
functions and those performing supervisory, administrative and supporting
roles, (2) the number of supervisory echelons overlaying functional compon~
ents, and (3) the relative distribution of personnel resources to substantive
intelligence targets. .

" Action Step

~f

Sy

2, —-—

Conduct inventory
of personnel

Review inventory
for evidence of

excessive layering

or subdivision

Review personnel
classification

system in light of
- inventory results

+

Establish guide-

lines for "assist-—

and to" positions

Adijust personnel
classification

system as necessary

Milestone

o e et i et e s

" Devise quastions to be
"~ answered by inventory.

Plan implementation of

inventory and make
tentative work assign-—
ments.

Complete directorate
inventories.

Compile results.
Complete review

Develop recommendations

Review inventory to
determine current
situation.

Develop any necessary
new guidelines.

Estimated
Completion Dote

30 Octoker 1976

- 15 Noverkex 1976

15 Decexbar 1976

1.Februa:§'1977

15 parch 1577

15 April 1877

30 Rpril 1577

36 April 1577

15 Jun2 1977

30 Septexber 1977
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11 November 1976

MEMORANDUM FOR THE RECORD

STATINTL FrROM
Chief, Management & Assessment Staff, DDA

SUBJECT: DDA Input to November Status Report on
Presidential Management Initiatives

STATINTL 1. We met with | IGGzGzGgGg@gNoNEE ron the Office of
the Comptroller early this week. She has responsibility for

pulling together and preparing the monthly status report re-
quired of the Agency by OMB on the Presidential Management
Initiatives.

2. In response to our question, she stated that OMB
does not require periodic reporting on the status of activi-
ties under the twelve Agency objectives. (PMI Initiative 1,
Section II, MBO Program) Our only tentative requirement is
an end-of-year report. She also stated that no further
reporting action is required of DDA on Initiative 4, Section
II, "Overhead Costs."

3. The single input she needs from DDA for the November
report is action status on the efficiency evaluation being
undertaken by ODP on "alternative data processing equipment."
The Action Plan provides that the second milestone will have
been completed by 31 October 1976. Attached is a copy of
the Action Plan forwarded to OMB in August.

4. Jeri plans to submit the November report to OMB
on/about 19 November. Therefore, the DDA input should be
forwarded to her no later than cob 16 November.

STATINTL

Attachment:
Copy of Action Plan forwarded to OMB in August

cc: EO/DDA

obP
O/Comptroller
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EXCERPT FROM-CIA MEMO TO OMB DATED 24 AUGUST 1976 (SIGNED BY

§

J

F. Alternative Data Processing Equipment (began L July 1976}

: E H. KNOCHE)

Currently large scale computer systems are used in a central computer

facility to provide computer services to a wide range of applications
and users throughout the Agency. Many of the applications can be
classified as information storage and retrieval applications. Information
storage and retrieval systems have much commonality in the functions
that are performed and the ADP techniques that are used to accomplish
these functions. When large centralized computers are used for
these applications, service to the customers is atfected by competition
for computer resourres, interaction among applications which can ‘slow

[P

down response time to one or more users, and occasional system
outages. In this study, to be done partly by a contractor, we

have selected an appropriate application involving a data base
containing information on Spec1al Clearances. Data will be converted
for use on a minicomputer, programs will be prepared, and operational.
tests will be perrormed and evaluated to determine if the minicomputer
can provide greater reliability (i.e., less downtime from system

failure) and more ektfective response time for storage and retrieval
tunctions at less cost.

Action Steps Estimated Completion Date
a. Complete review of current 31 July 1976
methods for processing the
application
b. Complete conversion of current 3L October 1976

data base to suitable torm
tor use with minicomputer

c. Complete application programs 30 November 1976
for minicomputer

d. Complete operational tests of 3J December 1976
minicomputer and application :
programs

e. Complete evaluation and study 3L January 1977
report

Y Rt TP e A,
c # A
j
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TOP SECRET

9 November 1976

MEMORANDUM TOR: Deputy Director for Administration

25X1A
FROM I
Chief, Management § Assessment Staff, DDA
SUBJECT : Major Questions - Number 35
REFERENCE : Memorandum for EAG Membhers from James 1.

Taylor dated 25 September 1976, Subject:
An Agency Management Process

1. This question is, "How can we improve the perceived
status of personnel in service versus production or collec-
tion elements?' You have been tasked with preparation by
1 March 1977 of a paper on the above subject for EAG review.

25X1A 2. T asked | to clarify the intent of
the question. She tells me that this tasking stems from a
question posed by Mr. Knoche in the Program Review. She gave
me a copy of the section of the Program Review that deals
with this subject (attached).

25X1A 3. You will note that the "service"” in the question
pertains to organizations such as [N 2nd NPIC. By
footnote the Program Review makes reference to the Office of
Communications and Security's Compartmented Information
Branch as "services.™

4. Would you want me to prepare for your signature a
memo to the other Deputy Directors to suggest the approach
that you have used, i.e., use of the Management Advisory
Group to describe the perceptions and to recommend corrective
action? Whatever--I will do nothing further until I hear

from you.
Attachment:

.Sec?ion.cf reference as stated DOWNGRADED TO é? ZZZYCD
Distribution: WHEN SEPARATED RoM

Original - Addres®e® P S E C R E T ATTACIHMENT.
1 - MAS Chrono

25X1A DDA/MAS : i ‘sh/5226 (9 November 1976)
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